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Introduction 
IRENEB. HOADLEY 
THISISSUE OF LIBRARY came about one day when it occurred TRENDS 
to me that what a director did today was very different from what 
they had done five, ten, or more years ago. Had the role of a director 
evolved into something different without it even being evident? I 
believe i t  has changed significantly. The articles in this issue address 
defining the role of the library director in the 1990s. 
The diversity of how individuals chose to address the question 
of what a director does says something about the roles of library 
directors. Keith Cottam, in contrasting the role of directors today 
with that of five to ten years ago, concludes that there have been 
new responsibilities added, and there are definite shifts in the 
priorities of a director. The major change has been in the demands 
of external relations resulting in less time being devoted to the internal 
management of the library. 
Herman Totten and Ronald L. Keys discuss management courses 
that are needed in a library education program to provide future 
managers the educational perspective they need to move through 
the management hierarchy. They provide quite a different perspective 
for the management courses taught in a library education program. 
Following up on McAnally and Downes’s (1973) findings, Dana 
Rooks reexamines the factors that were discussed in their original 
article. In addition, she identified four additional sources of strife 
which are confronting academic library directors today. 
Richard Sweeney examines both what the post-hierarchical 
library will be like and the kind of individual needed to direct such 
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a library. David Henington addresses the issue of the influence of 
the library director and how placement in the organizational structure 
effects that influence. 
Librarians no longer only direct libraries; an increasing number 
now head library-related organizations. Rebecca Lenzini and Bonnie 
Juergens examine the different roles of directors in library-related 
and nonlibrary settings. 
Roberta Pitts focuses on defining the role of the one person 
library directors in public, academic, and special libraries. She also 
develops a profile of these directors and reveals career paths and 
demographic data. 
Joanne Euster and Eric Solomon approach another increasing 
phenomenon of the directorship of libraries-the interim or acting 
director. The article looks at what should be expected of the acting 
director. 
LITERATURE VIEW 
There has been an ongoing array of literature dealing with 
directors. It runs the gambit from anecdotal to research articles. The 
majority of articles deal with academic library directors. Coughlin 
and Gertzog (1992) provide an overview of the roles, responsibilities, 
and work patterns of directors. They also include brief coverage on 
the selection, evaluation, and termination of directors. 
The seminal article on the role of the academic library director 
was by McAnally and Downes (1973). It was one of the first analytical 
articles to examine the role of the director. The findings at that point 
in time are almost the same today as they were twenty years ago. 
The role of the director has become increasingly difficult because 
of both internal and external pressures resulting in a loss of status 
of the library director. Suggestions are made for improving the sit- 
uation. Hamlin (1980) followed up on McAnally and Downes’s find- 
ings, again delineating the changes in the role of the director. He 
spoke on the increase of staff participation in administration and 
the importance of collection development as a responsibility of the 
position. He mentioned the increased requirement of dealing with 
staff matters, security issues, and technology. 
Auret (1991) examined how library directors perceive their jobs, 
identifying strategic planning, policy formulation, personnel selec- 
tion, resource allocation, control, and maintaining relationships as 
the major responsibilities of a director. He also found that the char- 
acter of the individual molded the nature of the job. 
There are three articles which deal with the career paths to 
being a director. Maag (1981) studied occupational mobility among 
recently appointed academic library directors. His basic finding was 
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that individuals are quickly typecast by type of library, making i t  
difficult to move from one category to another. Heim and Perrault 
(1991) determined that women have made little progress in attaining 
top administrative roles in large academic libraries, and they go 
on to suggest ways to overcome the existing barriers. Karr (1983) 
studied both academic and public library directors at large 
institutions, arriving at a description of the typical library director 
in relation to undergraduate majors, library schools attended, degrees 
held, and first professional positions. 
Mech (1982a, 1982b) and Tierney and Mech (1985) characterized 
directors in small college libraries in Arkansas, Texas, and the 
northeast by analyzing education, experience, job mobility, social 
origin, and job satisfaction. A composite sketch of the director in 
each of these situations is provided. 
There are other articles that provide profiles of directors. Eng 
and Bevacqua (1988) interviewed female chief librarians and deter- 
mined that they were models of success in part due to their positions. 
Karr (1984) compared characteristics of academic library directors in 
1966 and 1981. Major changes were seen in regions of origin, library 
education, degrees, and career patterns. Olsgaard (1984) provides a 
composite profile of successful academic librarians. Evolutionaries 
and revolutionaries are the two styles of Canadian library directors 
characterized by Tague and Harris (1988). 
In a more general sense, Moskowitz (1986) describes the 
managerial roles of academic library directors based on the Mintzberg 
model. Her study revealed that directors were primarily involved with 
the internal management of the library as opposed to external 
relations. Mech (1993) studied the managerial decision styles of 370 
academic library directors. The results of the study showed that these 
individuals were idea- rather than action-oriented. He also found 
significant differences in decision styles based on the size and nature 
of the institution. Simon (1987) examines the effect of faculty status 
on library directors. The author notes the dual roles in such situations 
that require the director to balance the operational needs of the library 
with the collegial needs of directing a faculty. 
The Business ofRunning a Library (Cirino, 1991) is a handbook 
for public library directors, It is a “how to” approach that is highly 
personalized, but there is some good advice for beginning directors 
in a small environment. There is a good chapter on evaluating 
directors in Young (1988) which could be used as a basic outline 
of the responsibilities of a library director. On the lighter side, Silence 
(1983) has provided a tongue in cheek guide to what one does once 
one becomes a director. There are twenty-eight rules for being a 
director and staying in that position. Kok and Strauble (1980) discuss 
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the career paths of special librarians in business, finance, and 
advertising who moved into officer positions in their organizations. 
The article provides suggestions for others who want to advance in 
the same way. 
There are some articles that deal with “the boss.” Euster’s 1990 
article deals with the place of the boss in libraries with flattened 
organizational structures. She discusses a new definition of leadership 
as well as a new paradigm for information-based organizations. The 
necessity of educating a nonlibrarian supervisor is the subject of 
Drake’s (1990) article. He addresses the reporting lines beyond the 
library. Shaughnessy (1987) discusses the benefits of a successful 
director to the organization. His thesis is that i t  is in the organization’s 
best interest, as well as that of the staff, for the director to succeed. 
There is one last group of articles which need to be considered 
because the topic is one which is not covered by an article in this 
issue of Library Trends. These articles all deal with directors being 
fired or unwillingly leaving their positions. Only a few of the articles 
are mentioned here, but they are fairly representative. The first is 
an anonymous (1991) article describing an individual’s reactions to 
being fired. The author discusses the telltale signs and what a director 
might do to avoid some of the inevitable problems of being a director. 
A second article (One Who Has, 1982) discusses how to maintain 
one’s position in the face of adversity. Mutcher (1981) proposes 
obtaining legal advice and trying to get adequate compensation for 
being removed from the director’s position. There are also many news 
reports in the literature which recount the removal of directors from 
positions. 
THEMES 
There are some common themes which run through the articles 
in this issue, and there are some issues which have really not been 
addressed. These comments are centered around the topics of the 
environment, preparation, disappearing roles, new roles, unfulfilled 
roles, and other related topics. 
The internal environment of the library has changed and 
continues to change. As Richard Sweeney states, i t  is time to move 
beyond the current hierarchical structure to one that is more inter- 
active. What he does not take into account is the spread on the 
continuum of where libraries are now. Some are still run as autocratic 
organizations while some have taken participation to mean complete 
delegated authority close to what Sweeney proposes. More libraries 
are closer to the participatory style than the autocratic model. Some 
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libraries have adopted total quality management (TQM), but i t  is 
too early to know if there will be real tangible results or if i t  will 
be a fad which is short lived and ineffective in libraries. 
There is no question that those who work in libraries desire 
to be a part of the decision-making process if not the decision makers. 
Involvement produces better decisions, but there must still be some 
review of lower level decisions to be sure that the organization is 
moving in one direction toward a common goal. That is the responsi- 
bility of the director. It is also the responsibility of the director to 
find the right balance of guidance, involvement, and direction. 
As libraries and directors struggle with finding the right 
management philosophy, they are also faced with increasing demands 
from users, stable or even declining budgets, indifference from admin- 
istrators, a wider array of services and responsibilities, building pro- 
grams, fund raising, and much more. The demands have raised the 
stress levels resulting in more frequent weariness and burnout, 
particularly for those who are really trying to evoke change. A state-
ment by directors heard most frequently is “where has all the fun 
gone?” In many instances i t  has gone away. Management by reacting 
will tend to create more stress and less joy. Directors need to find ways 
to develop a balance so that a positive environment is maintained. 
Henington’s article deals with the status of the director in the 
public library, but the same is probably true in any type of library. 
Directors, and for that matter many other members of our profession, 
have devoted a lot of time and attention to the issue of status-faculty 
status or something else; dean or director or librarian; masters or 
doctorate. If as much effort was invested in doing what had to be 
done, libraries and librarians might have more status. Henington 
notes the importance of what is done and the librarian’s relationship 
with upper-level administrators, rather than place in the hierarchy, 
as being important. 
The career ladders of librarians seeking to be directors have 
changed some as evidenced by the slowly increasing number of female 
directors, especially of large libraries, but, in general, things are still 
much the same. Many males get on the fast track to administration 
while most women do it the old fashioned way by putting in their 
time and working their way u p  through the ranks. 
And what are library education programs doing to educate those 
individuals who seek management positions? As Totten and Keys 
have pointed out, library management courses have not developed 
to the extent that they are ahead of what is actually happening in 
libraries. In many instances they are behind what is actually occurring. 
In fact, programs like the Senior Fellows have probably been more 
relevant to preparing individuals for being directors. 
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The list of characteristics developed by Richard Sweeney for being 
a director is more rigorous and broader than what was expected ten 
or twenty years ago. Also required are more management skills, 
stamina, human relation skills, and much more. Another requirement 
which has received some attention is the need for a doctorate. In 
public libraries, i t  is not a factor, and even though it is not required 
in most academic libraries, i t  does sometimes open doors that may 
not open otherwise. It also serves as an equalizing factor with other 
administrators and the faculty in an academic setting. 
The question of credentials for directors is one that has not been 
seriously addressed. The issue of individuals who are not librarians 
heading libraries is not unique to libraries or library education 
programs. It is a phenomenon found in many disciplines. Many major 
corporations are headed by persons who have no background in that 
particular industry. In the corporate world this seems more prevalent 
than in libraries. This may be an indication that management skills 
are the most necessary criteria for being a director. 
If management skills are the primary criteria for a director, there 
will have to be an increased emphasis in this area in library education 
programs. One general course on library administration/management 
will not be sufficient. It may be necessary to take a different approach 
and require a certain amount of management education as one 
advances through the professional ranks. Learning on the job can 
too often be a painful experience. 
One issue that has been alluded to several times is the lack of 
time for some activities. There seems to be no question that the pace 
for a director has increased. Euster refers to it by saying that efficiency, 
knowledge, and delegation are all necessary to get the job done and 
then maybe it  is not enough. When one considers the meetings, tele- 
phone calls, fax and e-mail messages, regular correspondence, and 
professional activities, there are no hours left in the day. The nine 
meeting day does not leave much time for anything else. 
There are also some roles that are either disappearing or now 
have a lower priority. The scholar librarian is really a concept of the 
past. It is not that library directors do not have the ability to be 
scholars, they simply do not have the time. Another factor which 
probably influences the lack of scholar librarians is that more library 
directors have come to librarianship early in their careers and have 
not come from other established careers making it possible to maintain 
both. Time is again a factor since the demands on a director’s time 
just to manage and lead the library is much more than a full-time job. 
Another closely related role that seems on the decline is the 
director as a faculty member. The director on the academic campus 
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is an administrator and not a faculty member. A collegial role with 
faculty is not often present. 
Building library collections has passed from the almost exclusive 
domain of the director to the specialists in that area. In many cases 
it is a matter of priorities and time which do not allow a director 
the luxury of the level of involvement required for building 
collections. This also reflects the priority of collection building in 
libraries because it  is very often taken for granted. And since fewer 
librarians are also discipline scholars, there is probably less interest 
on their part. 
There are also some new roles or roles that now have a much 
higher priority than they previously did. The first of these is as a 
campus or city policy maker. In the past, librarians were often not 
included in these groups, which probably did not present too much 
of a problem because the level of policy making was much lower, 
and there was less interaction of activities. Today, with libraries at 
the center of information activities, they must be involved-in fact, 
they should be taking the leadership role. This is happening in some 
situations but not in the vast majority. 
Just as there is a need for an increased role as a policy maker 
on campus or in city government, there is also a need for an increased 
policy role in the larger arena of state, regional, and national activities. 
Libraries can no longer even propose self sufficiency; they must work 
together for the common good. 
There are also roles that need to have a higher priority. 
Developing future directors who will also be leaders must be a priority 
of current directors. Mentoring is an ongoing process, but i t  is also 
a selective endeavor with limited involvement. Programs like the 
Senior Fellows and some state level leadership programs help fill 
the void. The more individuals are prepared for the responsibilities 
of being a director, the greater their chances of success which in 
turn benefits everyone. It is in everyone’s best interest that the director 
succeed, because when that person does not, everyone loses-the 
individual, the staff, the organization, and the users. 
Although placement in the organizational structure may not have 
much impact on a director’s effectiveness, there are some other or- 
ganizational factors which can affect the role of the director. Both 
unions and faculty status do have an effect on the role of directors. 
In the case of unions, other than involvement in negotiating the 
contract, which may or may not involve the director, many staff issues 
are predetermined leaving the director little or no flexibility in 
reassigning staff because of different job requirements, termination 
because of inadequate skills to do the job, restructuring positions, 
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or even changing work schedules. Lack of flexibility can lead to inertia 
in the organization. 
A director in a library with faculty status has to balance the 
need to operate the library with providing a collegial environment 
to provide the flexibility and the time for a faculty member to fulfill 
those responsibilities. Time is needed for participation in campus 
and library governance as well as the pursuit of the scholarly endeavors 
of research, publication, and professional activities. 
There are some other factors which are not easily categorized. 
One of those is pace. Because of the increased interrelationships and 
complexities of what has to be done, activities take more time. 
Participation and involvement take time. Nothing is simple. With 
a greater diversity of input, there is less focus, which also slows the 
process because efforts must be made to bring everyone who is 
involved to the same level of competence and understanding. Seizing 
the moment will become a concept of the past. 
Another factor influencing pace is bureaucracy. As libraries have 
grown in size, they have developed increasing bureaucracies which 
are exacerbated by the bureaucracies of the parent organization. 
Having ideas or requests wind their way through an organization 
takes time and slows the pace of activities considerably. Flattening 
hierarchies will help this situation, but for any but internal 
procedures, there will inevitably continue to be a decision-making 
process because without it there can be chaos. Large libraries are 
bureaucratic organizations, but university and city governments are 
almost unmanageable bureaucracies which of ten do not facilitate 
change or innovation. Most bureaucracies thrive on the status quo. 
Although there are some indirect references to the topic, no one 
really addressed the disadvantages of being a director. There were 
discussions of time demands and stress and even of not being able 
to please everyone even part of the time. What went unsaid is that 
almost everyone would rather be a director with all of the inherent 
problems than not be a director. It is success by status, but i t  is still 
the goal to which many aspire. 
As was already noted, there is a long list of directors who have 
unwillingly left their positions and in many cases were fired or 
reassigned-the new term for removing someone from a position. 
McAnally and Downes noted this phenomenon twenty years ago, 
and things have not changed. Reassignment or unwillingly leaving 
a position has usually been judged as failure on the part of the 
individual. Many directors go on to other similar positions, but they 
carry this stigma with them (and it follows them professionally). 
From a cursory review of the literature, public library directors are 
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more likely to be fired; academic library directors are often reassigned 
or given a time to find another position so there is a semblance of 
normalcy. 
Librarians do not differ from other professions in this regard. 
Heads of business organizations are often fired or promoted into 
some nonposition usually with increased financial rewards. Increased 
financial benefits are not always a part of a separation package for 
library directors. There are always reasons why an individual is 
separated from a position. Some obviously cannot handle the responsi- 
bilities of the position, some end up  in a position where their talents 
do not match the needs of the organization, some are caught up  in 
new administrations that want their own person in a position, some 
are the victims of a staff coup, and some are the victims of a changed 
political environment. For whatever reason such a change occurs, 
it is usually detrimental to the organization. 
What does the future hold for directors of libraries? Or should 
the question be, is there a future? With management decisions being 
moved to the lowest possible level, along with a flat organization 
structure, what does that leave for the director to do? Will the role 
of the director become more focused on external affairs? What are 
the issues that will shape the future? 
The evidence provided in the articles in this issue indicate that 
there is a future for the director although it is a different future. 
It is not as a manager but, it is hoped, as a leader. Most of the research 
that has been done on the role of the director shows that directors 
continue to be primarily managers. With the apparent interest in 
moving decision making to the lowest possible level, directors will 
have to find new ways of doing business which allows decision making 
at a lower level but providing some assurance that those decisions 
fit into the overall goal and direction of the library. For example, 
if i t  is a goal to improve services by increasing availability of library 
resources, but one unit decides that they will close over the lunch 
hour, there is obviously a conflict in this specific action with a goal 
of the library. It will be the responsibility of the director to be sure 
that the staff has bought into the library’s goals. To be able to do 
this requires a strong management team who all support the library’s 
goals. 
Another question which needs to be addressed is the role of 
leadership in libraries. With the increasing need of staffs at all levels 
to be involved in decision making and the conservative administrative 
postures on most campuses and in most city governments, is leadership 
out of style? If leadership is characterized by creativity, risk taking, 
innovation, and intuition, is there a way to use these skills in a 
conservative or risk-averse environment where practically everyone 
12 LIBRARY TRENDWSUMMER 1994 
is involved in decision making? Increased involvement of ten means 
compromises so that as many participants as possible can be accom- 
modated to be able to initiate a program. Does participation con- 
tribute to mediocracy if there is not strong leadership to provide focus 
and direction? Even with a general direction, there must be some 
high level involvement because each individual will have a personal 
interpretation of a vision, even one that is well articulated. How 
this happens will determine the success or failure of the director. 
It also leaves a lot of room for creativity, risk taking, innovation, 
and intuition because without exercising these characteristics there 
is little chance for the director to resolve the present and future 
problems and issues. 
CONCLUSIONS 
The role of the library director has been expanded, politicized, 
changed, and complicated, but i t  is a role that many continue to 
seek because of its status and its rewards. Library directors as a group 
have the most potential to influence the profession because, more 
than any other group, they are in a position to make things happen. 
As in any arena, some do and some do not. 
As a new generation of library directors takes charge and current 
directors adjust, libraries are swaying between the past and the future. 
Many library directors find themselves wanting to preserve the past 
but at the same time wanting to move cautiously toward the future. 
Libraries have been in this same position for almost twenty years 
although there are probably now more directors on the future end 
of the continuum than at the opposite end. 
With the societal changes taking place, library directors will find 
themselves in even more complex organizations. If the current trend 
toward decentralization continues and is ever fully realized, the role 
of the director stands to be transformed. It could revert back to more 
of an overseeing position rather than a managerial one. This could 
allow directors to become true leaders in the libraries they direct 
and in the profession by exhibiting their creativity, risk taking, in- 
novation, and intuition in approaching both the goals and the 
operations of the library. These skills will become increasingly 
important as other organizations seize pieces of the information 
domain. It will take our best and brightest to maintain the long- 
term viability of the concept of libraries as something more than 
warehouses for printed materials. Directors must take the lead, and, 
in order to do that, some of them will have to have a vision of the 
library of the future. If that vision is an automated version of the 
past, the future may be short lived. Sweeney is probably correct in 
that a revolution is needed, not evolution. 
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The directors must also find new ways to deal with the ambiguities 
of organizations that are amalgamations of organizational structures. 
Is there a way to integrate hierarchies, collegial governance, TQM, and 
whatever other structures that exist into a coherent or integrated struc- 
ture that will not only work but will also promote the goals of libraries 
to all relevant constituencies? Is it the post-hierarchical library and 
director described by Richard Sweeney or is it something else? 
The potential for finding an answer is there, but i t  will be essential 
for directors not only to find an answer but to convince a conservative 
leadership beyond the. library of the merit of the change. That may 
be the greatest challenge for library directors for many years to come. 
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